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Glossary of Terms

V2C - Valleys To Coast Housing Association (The organisation)
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EXECUTIVE SUMMARY

The following report outlines the importance of a strategic approach to talent management, analysis of V2C’s current approach to talent management and to offer recommendations based on current thinking and best practice. It’s findings hope to make recommendations that support V2C’s ambitious strategic goals for 2021-2031 as outlined in its recently revised corporate strategy.

This report considers how not planning talent management can have an adverse effect on resources and as such the ability for an organisation to meet its goals.

A review of the literature and research around this area highlights the benefits of managing this area of the business effectively and how in particular management of key colleagues and/or positions can have a substantial effect on an organisation’s success.

Recommendations are made for Talent mapping of the organisation's current workforce,  a strategy for talent management that aligns with its strategic objectives and ensuring this talent management strategy is bridged into the working policies and practises of the organisation's operations.
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1. Introduction

Valleys to Coast is a “not for profit organisation which provides management, maintenance, and improvement services to 5,888 rented homes, all within the administrative boundary of Bridgend County Borough Council.” (V2C, 2020). It defines itself as a  values led organisation which aims to ‘Value People’, ‘Think Differently’ & have the ‘Courage to see things through (V2C, 2021)

After a period of reflection during the recent pandemic,  the organisation has recently refreshed its corporate strategy which outlines it's strategic objectives and priorities over the next 10 years.(V2C, 2021) 

At present V2C employs around 280 colleagues. The organisation has a strategic priority for the remainder of 2021-22 to implement and maintain ‘Brilliant Basics’ across the organisation. 


The aim of this report is to provide analysis of V2C’s current approach to talent management and to offer recommendations based on current thinking and best practice of Strategic Talent Management approaches.

It is first necessary to define and understand the importance of strategic talent management within an organisation.
1.1 What is ‘Strategic Talent Management’?

The CIPD defines Talent as  “individuals who can make a significant difference to organisational performance.” (CIPD, 2021) This may be through an immediate effect or a consideration of the difference an individual can make in the future by reaching their full potential. 

In line with the above - therefore talent management looks at the “attraction, identification, development, engagement, retention, and deployment” of these individuals. (CIPD, 2021) 

Strategy can be defined as “a careful plan or method for achieving a particular goal usually over a long period of time” (Merriam-Webster, 2022). 

Therefore a strategic approach to talent management is one where activities and actions are carried out in a proactive and considered manner that have clearly defined goal and outcomes. 
Millmore (2003) proposed 3 ‘interdependent primary features’ that are necessary to ensure effective strategy of an organisational practice (such as talent management initiatives):

· Organisational practice  should reflect the organisation’s strategic vision and strategy 
· Have a long-term focus
· Have a ‘bridging mechanism’ to bring long-term plans into the organisation's policies and practises.

By taking a strategic approach to talent management as outlined in Milmore’s primary features an organisation can ensure that it is best positioning itself to attract, develop and support top talent consistently with alignment to the organisation's strategic objectives at any given time. 


1.2  Strategic Talent Management Theories 

Much current thinking around talent management theory  has its roots in resource-based perspectives such as that of Barney and Clark (2007). Here the authors outline that if an organisation can possess and exploit valuable, rare, inimitable and non-substitutable resources, it will go on to achieve a competitive advantage.If we apply this the talent management individuals identified by the above criteria would be those an organisation looks  to attract and retain. There are several reasons why individuals fit into these categories for example it may be the knowledge particular skills all relevant experience. It is these groups of people which a talent management strategy will cover. 

The term ‘Pivotal talent pool’ (Lepak and Snell,1999) can also be used to identify these key individuals as outlined in the section of the diagram below. These ‘Pivotal positions’ Then go on to have the most tangible impact to the organisations performance.
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Alternatively Huselid et al (2005) put open an argument for not lavishing incentives onto the high performers, but rather to identify the positions by which is meant that jobs have ‘a disproportionate importance to a company's ability to execute some part of it’s strategy’. In essence this theory outlines that emphasis should not be by necessarily based on improving and supporting successful individuals but rather putting kicked full individuals into key positions crucial to the organisation's success. 





2.Literature Review

This literature review aims to consider any talent management in place at V2C, its affecting factors and how it can be maintained and improved in order to meet current and future challenges.

Since the start of the coronavirus pandemic, Valleys to coast has seen an increase in staff turnover (See - Appendix 1) as have many organisations (ONS, 2021). Doing this time I'm the organisation has also been going through a period of cultural change with new management, a newly drafted corporate strategy and a a reaffirming of its purpose and objectives via a refresh of its values, branding and and strived for culture. (V2C, 2021)

Due to these changing and challenging times across the organisation the Recruitment and retainment of colleagues across all departments has proved difficult in most cases. The below outlines the current systems and proposed solutions for attraction of Talent,  identifying Key areas of Talent risk, development of Talent across the organisation and factors - internal and external - that affect the organisations talent management 





2.1 Attraction of talent

V2C Uses two key methods for bringing new recruits into the organisation. The first of these is via direct recruit With roles advertised on The Valleys to coast website along with several job posting sites such as monster.com and Indeed. The organisation also has a very limited budget for recruiting specialist roles or roles which have failed to be recruited via the standard methods -  in these cases an external employment agency will be used to support in the sourcing of candidates.

The second method which has been used heavily over the past 24 months is that of agency  working within the business on a temporary basis.  Where the organisation Has needed key roles within the business filled in a short time frame or has been unable to recruit successfully 4 contracted roles agency workers will be used which come at an increased cost of the organisation due to fees. On occasion however and after a set period of time I'm these agency workers can be offered and will accept a fool time employment contract with V2C. 


The organisation advertises several benefits for working for the organisation including flexible working,  above average pension contributions from the employer and and above statutory requirement of annual leave entitlement. (V2C, 2022)

Due to ongoing restrictions and changes due to the coronavirus pandemic several aspects of V2C’s recruitment processes and approach have had to adapt accordingly. These include the majority of interviews  being conducted digitally,  the increased offer and in some cases requirement of remote and at home working, as well as An increase difficulty in recruiting for several positions particularly skilled roles due to  a tight labour market and and the inability to compete with other organisations who also offer remote working in terms of salary and other benefits.

Although adapting as necessary in our recruitment over the past 2 years this was perhaps sought with missed opportunities and V2C has failed to in some respects showcase it’s unique selling points and culture in order to attract talent that is required to fill key roles. 

A main selling point for the organisation since its inception in 2004 for many has been the ability to work and support the local community where they live. Around 50% of V2C colleagues live within the Bridgend area and common feedback from colleagues is that they enjoy feeling like they are supporting the local community often which they have been part of all of their lives. Particularly for office workers however due to remote working this perceived benefit me unfortunately be lessened due to the fact that employees can often feel disconnected from the organisation when working from home.





2.1  Identifying talent

At the time of writing the organisation has no way of measuring or identifying high or low performers or key Talent within the organisation.  organisation tracks kpis but only at a team level  and it can be difficult to  to identify those  who perform over and above in their roles due to lack of data,  sharing of information and frameworks for tracking performance at this time. 

There's also been very limited analysis on the makeup of teams and how likely an individual is to leave the organisation and the impact that may possibly have should they depart. 

In order to gain a snapshot into how firstly identifying and understanding our workforce will support talent management which in turn will support our goals an analysis of one of our key teams (our customer services telephone hub)  was conducted with support from their team leader. 

The table below outlines a risk based approach compiled which uses the following calculation:

Succession Requirement (SR) = LoL x IoS x DtR

This will be:

Likelihood of Leaving (1-5 scale)
Impact on Service (1-5 scale)
Difficulty to Recruit (1-5 scale)

By asking the team leader to analyse these colleagues and the difficulty of recruitment required to replace them, we are given an overall percentage figure for each staff member in relation to to a succession planning requirement for their role. Percentages highlight days in  orange below are those which score over 60% on this calculation and as such maybe those who either the company may wish to to take steps towards retaining or look to plan for their replacement within the next couple of years. 













	
	
	
	
	
	
	

	Team
	Leader(s)
	Period
	Likelihood
	Probability
	Difficulty
	Overall

	Customer Resolution
	Charlotte Davies
	2022
	
	
	
	

	Colleague
	Job Title
	Age
	1-5
	1-5
	1-5
	%

	1
	Housing Advisor
	23
	4
	3
	2
	60%

	2
	Contact Centre Team Leader
	33
	3
	2
	3
	53%

	3
	Housing Advisor
	38
	5
	2
	2
	60%

	4
	Housing Advisor
	45
	2
	1
	2
	33%

	5
	Housing Advisor
	46
	2
	1
	2
	33%

	6
	Housing Advisor
	54
	3
	1
	2
	40%

	7
	Housing Advisor
	57
	2
	1
	2
	33%

	8
	Housing Advisor
	58
	1
	1
	2
	27%

	9
	Housing Advisor
	59
	1
	1
	2
	27%

	10
	Housing Advisor
	63
	5
	3
	2
	67%

	11
	Housing Advisor
	68
	4
	3
	2
	60%



(V2C, 2022)

As the above Data shows a quarter of this key team for the organisation has a higher than average risk of leaving due to either the likelihood of wishing to retire soon or wishing to progress within their career.  without first carrying out this analysis and then acting on this information - V2c becomes vulnerable 2 staffing shortages which can not only affect its day-to-day service but also consequently the achievements it aims for on its strategic objectives 



2.3 Development of talent

V2C considers the learning, training and development of colleagues is a vitally important element and It reflects the need that colleagues want to continuously improve so that they can work with autonomy and purpose in their roles. V2C’s approach considers “current legislation and the minimum requirement for all colleagues to complete learning, training and development initiatives that includes:

· Mandatory training including but not exclusive to Induction, Health and Safety, Data Protection and internal Policies and Procedures;

· General and Specialist training and development to improve skills and effectiveness in your roles; and

· Professional training that is available upon a successful application with agreement from line managers” (V2C,2020)

Currently however with no reliable way of identifying Talent it is up to Line Managemen to identify and put forward colleagues for further development outside of the statutory requirements for their roles. With a varying level of line Management capability across the organisation this has not only potential to miss supporting colleagues who the organisation would desperately like to retain but also the inability to identify talent for the future and future needs. 

Without a reliable way of identifying its Talent the organisation is likely leaving colleagues who wish to progress frustrated and this potentially will have the impact of having them look outside of the organisation for job and development opportunities.  This of course has the impact of them potentially leaving the organisation but also the requirement to recruit new talent in their place. 












2.4 Internal & External Factors
Below is a recently carried out an internal SWOT analysis and external PESTLE on the key factors affecting talent management within the organisation both internally and externally.
 
	Strengths 
· Established social housing landlord known within the local area after 15 years of operation 
· 3 new directors and a new chief executive have joined in the last year bringing new ideas and strategies 
· High customer satisfaction based on NICS surveys 
· Staff development and apprenticeship programmes 
	Weaknesses 
· A generally older workforce, particularly among trade operatives that make up 45% of colleagues 
· Not all current colleagues on board with new direction and culture being formed for the organisation by new company leaders 
· Lack of training for managers to effectively deal with workforce issues. 

	Opportunities 
· Welsh government have pledged to create new homes across Wales meaning opportunities for further development in Bridgend area 
· Apprenticeship levy giving further opportunities to take on more apprentices to develop for succession planning 
· Recruiting more engaged staff attracted by the new customer focussed culture being formed 
	Threats 
· Welfare reform to Universal Credit meaning it may mean an increase in regular income coming in through rent from tenants 
· Potential loss of higher performing staff due to better opportunities and salaries in other organisations. 
· Potential of costly tribunals due to dismissals and redundancies coming with new company direction. 


 
 
  
	Political 
· Brexit long term implications 
· Proposed changes incoming to capping Universal Credit payments 

	Economical 
· Full employment 
· Consumer spending power in current economy 

	Social 
· Personalisation of services to customer 
· Demographic of customers 
· Unemployment of younger people leading to decrease in age of average customers 

	Technological 
· Other Housing Associations now offering digital apps and services 
· Social media can be used to promote properties 
· Outdated IT systems compared to wider technologies adopted by sector 

	Legal 
· National minimum wage and living wage set by government 
· Tribunal fees scrapped leading to an increase constructive dismissal claims 

	Environmental 
· Availability of organic produce 
· Decarbonisation project by WAG 


 


As a housing association V2C may be very similar in structure and goals to one over the other 23 housing associations in Wales - however it aims to ‘put values at the forefront of everything they do’ and as such this is engrained in all strategies.

V2C’s Corporate strategy lays out the overall direction of the business over the next 10  years. From this strategy further strategies are then emanated from this all linking with a ‘golden thread’ of wide objectives and goals related to the overall strategic direction of the business. (V2C,2021)  As such it is important that any talent management strategy clearly aligns with these corporate objectives. 
 

3. Conclusion

The CIPD outlines several ‘compelling benefits in taking a strategic approach to managing talent’ (CIPD 2021). These include: “Creating meaningful work and growth opportunities for staff, Building a high-performance workplace,Contributing to inclusion and diversity and Encouraging continuous learning.”

It is clear from the analysis and small scale assessment above that a need for further understanding of V2C’s ‘talent’ to understand it's high performers and key positions across the organisation is needed. As outlined in the data above the organisation going through a period of increased turnover which shows no signs of slowing down due to a number of factors including an older workforce, changes to the ability to attract candidates post pandemic and labour shortages.

This can be achieved by identifying key high performing colleagues as outlined by Barney and Clark (2007) and key positions (Huselid et al, 2005) to give an analysis of the current talent map of V2C. 

The organisation is already going through a difficult period of retaining And attracting colleagues to fill positions. Due to to the ongoing tightness of the Labour market and many of the organisation's workforce looking to end their employment either due to retirement or or finding the organisation is not a good fit for them due to its cultural changes -  without analysis,  support, retainment and recruitment of talent both individuals and of the requirements for key positions s the organisation There is a likelihood that the the issues the organisation is seeing will only increase. 


4. Recommendations

Following the conclusions above - the following three recommendations are made for more effective Strategic Talent Management at Valleys to Coast.

Firstly is a recommendation for Talent mapping of the organisation's current workforce in order to ensure and identify top talent that it hopes to retain. This is a key priority that must be carried out prior to the below recommendations and used to to support their strategic planning. 

Secondly the organisation must develop and put into practice a strategy for talent management that aligns with its strategic objectives.These can take the form of a sub strategy to the organisation's corporate objectives and should aim to be in place as soon as possible. 

Thirdly the organisation must then ensure It's newly developed talent management strategy is bridged into the working policies and practises of the organisation's operations. Failure to do this promptly will likely not see the impact required to offset the continued disruption to the levels of Talent resources within the organisation Within a reasonable timeframe.. 

In particular proper understanding of the organisation's current workforce talent and effective talent and management of future talent will be required with increased urgency from the time of writing due to employees changing attitudes towards work and ways of working post the coronavirus pandemic. (Boland et al., 2020)

If successful the above recommendations will help to insure adequate resourcing of Talent in order to best support the organisation's overall strategic objectives. 
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Appendix 1 –Valleys to Coast turnover statistics October 2020-December 2021



	
	Oct
	November
	December
	January
	February
	March
	April
	May
	June
	July
	August
	September
	October
	November
	December

	Monthly Colleague Turnover %
	0.88%
	1.30%
	3.09%
	1.67%
	0.83%
	1.65%
	0.81%
	1.60%
	2.78%
	0.40%
	0.39%
	1.14%
	2.66%
	1.48%
	2.98%

	Rolling Annualised Colleague Turnover %
	14.98%
	12.61%
	14.60%
	15.72%
	15.15%
	13.85%
	13.55%
	14.32%
	16.32%
	16.64%
	15.71%
	16.38%
	18.23%
	18.42%
	18.60%



(V2C, 2022)






RTM Task 2 - Video Assignment


Video Link: https://youtu.be/LLBRE8SHO4A 
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